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This thesis case study describes how a communication plan is made for a change project 
which has an effect on more than a hundred employees. The project for which I did a com-
munication plan and management was about a company’s IT process and process-related 
project. The purpose of the project was to develop the current as-is process and process tools 
so they would be based on a global process framework. 
 
In the first part of this thesis report I have introduced a few communication theories and af-
ter those there is a theory part of change communication. As the world’s financial situation is 
poor at the moment I had to take this into consideration when planning communication for 
change project. This report also contains theoretical instructions on how to make a communi-
cation plan for the project.      
 
In the first phase of the project part of this thesis I will present how I planned and managed 
change communication in practice step by step. The first phase in the communication plan 
was to make a comprehensive analysis of the project’s stakeholder groups; stakeholders in-
cluded individual persons as well as groups who were needed for the implementation of the 
project and who were also going to be affected by the on-coming change. In the second phase 
I defined key messages about the project that were wanted to be shared with the stakehold-
ers. When key messages had been defined and documented I sent them for a legal and HR 
check. As the key messages were checked by a legal and HR contact person of the project I 
started defining communication channels for the project communication.  
 
First I went through the company’s already existing communication channels and made an 
analysis of them. When the analysis was made, I made a decision together with the project 
leader about what communication channels we are going to be used for the project’s commu-
nication. When project stakeholder analyses, key messages and communication channels had 
been gone through, communication was started. We used several communication channels to 
make sure the information reached all stakeholders. Information sessions were planned for 
each stakeholder group separately, and the communication material was made to fit each 
stakeholder’s information needs. The project decided to use one of the already existing in-
ternal newsletters for monthly communication when in order to reach a large stakeholder 
group by using one communication channel. Detailed and more specific newsletters were sent 
from the project’s resource mailbox, which worked also as an interactive communication 
channel between the project team and stakeholders. The project was also communicated by 
using the company’s intranet, and we organized information sessions for stakeholders.     
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Tämä opinnäytetyö raportti kuvaa kuinka kommunikaatio suunnitelma ja toteutus toteutetaan 
muutos projektissa. Itse projekti johon suunnittelin ja toteutin kommunikoinnin, liittyi yrityk-
sen sisäisten IT prosessien kehitykseen sekä prosessien työkalujen kehitykseen. Tällä muutok-
sella oli vaikutus useisiin satoihin työtekijöihin joten aihe oli haastava. 
 
Raportin ensimmäisessä osassa käyn läpi muutamia kommunikaatio teorioita vuosien takaa, 
jotka ovat edelleen paikkaansa pitäviä. Koska kyseessä oli muutos projekti otin myös huomi-
oon ihmisen psykologiset tarpeet ja tämänhetkisen maailman taloudellisen tilanteen.  
 
Raportti sisältää myös teoreettisen opastuksen kommunikaation tekemiseen sekä sen toteut-
tamiseen.  
 
Tämän opinnäytetyön projekti osuus kertoo lukijalle miten suunnittelin ja toteutin muutos 
kommunikaation käytännössä vaihe vaiheelta. Ensimmäinen vaihe projektin kommunikaatio 
suunnitelmassa oli tehdä kattava analyysi projektin kohderyhmistä; kohderyhmiin kuului hen-
kilöitä kuin ryhmiä joita tarvitsimme projektin toteuttamiseen kuin myös henkilöitä sekä ryh-
miä joihin muutos projekti tuli vaikuttamaan. Seuraavassa vaiheessa oli määritellä avain vies-
tit joita projekti halusi kohderyhmilleen kertoa. Kun avain viestit oli muodostettu ja doku-
mentoitu tuli dokumentti lähettää yrityksen lakiosastolle sekä henkilöstö osastolle tarkastusta 
varten. Samaan aikaan kun viestien sisältö sekä lauseiden rakenteet olivat tarkastuksessa, 
aloitin kommunikaatio kanavien tutkimus vaiheen. Kävin läpi yrityksen jo olemassa olevat 
kommunikaatio kanavat joita voisin mahdollisesti hyödyntää projektin kommunikoinnissa, 
analysointi vaiheen jälkeen tein päätöksen yhdessä projekti päällikön kanssa mitä kanavia 
projekti tulee käyttämään tiedotuksessa. Kun kohdetyhmät, viestit sekä kanavat oli käyty 
läpi, kommunikointi aloitettiin. Projekti kommunikointiin useiden eri kanavien kautta jotta 
tavoitimme kaikki kohderyhmät. Info tilaisuudet suunniteltiin kullekin kohdetyhmälle sopiviksi 
ja kommunikaatio materiaali oli helppo kohdentaa tiettyä kohderyhmää varten. Projekti käyt-
ti yhtä jo olemassa olevaa yrityksen sisäistä uutiskirjettä kuukausittaiseen kommunikointiin 
kun haluttiin tavoittaa laajempi ryhmä yhdellä kertaa. Tarkemmin suunnattuja uutiskirjeitä 
lähetettiin projektin oman sähköposti osoitteen kautta, joka toimi myös kaksi suuntaisena 
kommunikointi kanavana projektin ja kohderyhmien / henkilöiden välillä. Projekti kommuni-
kointiin myös yrityksen sisäisin Internetin kautta jolloin kohderyhmänä oli koko yritys. Projek-
ti järjesti myös erilaisia informaation tilaisuuksia jakaakseen projektiin liittyvää tietoa kohde-
ryhmille.  
 
 
 
 
Avainsanat: kommunikointi, muutoskommunikointi, projekti kommunikointi
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1 Introduction  
 
 
In change projects we need understand the planned change - who are affected and what we 
can do to make the change faster and smoother. Using the right kind of communication chan-
nels and activities to manage the people side of the change helps the project to achieve the 
planned targets. 
. 
Project communication covers stakeholder management, communication planning, status 
reporting within the project as well as defining the key messages and communication chan-
nels to all stakeholders. 
 
The First phase of this report’s project part is about stakeholder management, which contains 
planning and executing change engagement activities and communication needs. Stakeholder 
analysis aims to identify the stakeholders who are impacted by or can influence the change. 
 
Communication management as a part of my thesis project included all communication activi-
ties within the project (like status reporting) and towards stakeholders that are indentified 
and chosen depending on the desired level of commitment. For example, if only awareness is 
needed from the stakeholder, one-way communication can be enough and if the more com-
mitment is required, the more the stakeholders should be involved in the project information 
sessions. It is important to define the communication channels and documents that all project 
members will use. 
 
When the project target is to make process changes and changes to people’s roles and re-
sponsibilities, communication needs to be planned very carefully.  First part was workshops 
with key stakeholders where the changes were reviewed in detail. After these workshops the 
changes could be communicated to organizations that needed to change their way of working. 
 
Communication activities in a project concentrate on key messages of the project and when 
and how e.g. using intranet and info sessions the messages are delivered. 
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2 Theories 
 
In this part of the report I will introduce few communication theories as well as going through 
Psychologist Abraham Maslow’s hierarchy of needs and how communication managers have to 
take those needs consideration in communication of change.  
 
2.1 John Kotter 
 
John Kotter has written 17 books about leadership and change, twelve of them bestsellers. 
His best seller is his book Leading Change, where he describes theory 8-step process for im-
plementing successful transformation. (kotterinternational.com) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
Figure1: John Kotter’s eight steps (Kotter 1996, 21)  
 
The fourth process step is “Communicating the Change Vision”. John Kotter recommends us-
ing metaphors, analogies and examples as much as possible. He also tells that it is important 
to use a lot of different communication channels because the message is that way more ef-
fective. Kotter says that when the same message comes to people from different kinds of 
STEP ONE 
Establishing a sense of urgency 
STEP TWO 
Creating the guiding coalition  
STEP THREE 
Developing the vision and strategy 
STEP FOUR 
Communicating the change vision 
STEP FIVE 
Empowering people to effect change 
STEP SIX 
Generating short-term wins 
STEP SEVEN 
Consolidating gains, producing more change 
STEP EIGHT  
Anchoring new approaches in the culture 
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channels it is more likely to be heard and remembered, on an intellectual and emotional lev-
el. (Kotter 1996, 94) (kotterinternational.com) 
 
When repeating the same message time after time it must be heard somehow. Kotter has a 
good example on what is difference when messages are repeated and when they aren’t: “In 
case A:  the vision is introduced as part of three speeches at the annual management meeting 
and is the subject of three articles in the company newspaper, for a grand total of six repeats 
over a six-month period. In case B, each of the firm’s twenty-five executives pledges to four 
opportunities per day to tie conversations back to the big picture. So when Hiro is meeting 
with his top twenty people to review monthly status versus plan, he asks that all decisions be 
evaluated in light of the new vision, which he repeats. When Gloria does performance evalua-
tions for her employees, she ties her assessments to major change initiatives. When Jan con-
ducts a Q and A at a plant, he answers the first inquiry by saying “I think yes, but let me ex-
plain why. The vision directing our change effort is…” (Kotter 1996, 94) The net result; 
“twenty-five executives, four times a day, over six months equals more than 12,000 repeats. 
Six versus 12,000.” (Kotter 1996, 94) As Kotter advises “repeat repeat and repeat”, when a 
message comes from different channels and is heard many times, it cannot be possible that 
doesn’t get heard.   
 
Kotter advises to lead by example; often most powerful way of communicating a new direc-
tion is through behavior, because that way employee usually gets the new vision better. 
“When they see top management acting out the vision, a whole set of troublesome questions 
about credibility and game playing tends to evaporate” (Kotter 1996, 93) 
 
Use as straightforward messages as possible; “straightforward and honest messages are often 
laughed at by cynics. If most employees are highly suspicious of management then such mes-
sages won’t help. But for employee who wants to believe in his /her company, such commu-
nication is usually much appreciated. Credibility and trust increase, which in turn contribute 
to communicating the change vision.” (Kotter 1996, 98). Kotter also advices to use a simple 
and clear messages when communication a vision. (Kotter 1996, 89) 
 
I agree with John Kotter even though he is talking about communicating a vision the same 
theory works in all communication. Communication manager should remember that even if 
she / he used variable communication channels it is worthless if the information does not 
reach the target group. When change is communicated in by several communication channels 
and the target group reaches the information they still need to assimilate the change need to 
be able to support the change; therefore examples are great option on how to make sure 
target group really understand the content of the message.  
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2.2 Harnold Laswell 
 
Harnold Laswell (1902 – 1978) was a leading American political scientist and communication 
theorist. Laswell has his own comment about communications “Who (says) What (to) Whom 
(in) What Channel (with) What Effect” (Wikipedia 2010) (Viestinnän Oppihistoria, 2004)  
  
Laswell’s theory of communication 
Figure 2: Laswell’s Formula (1948) 
 
Laswell’s figure combines all most important issues a communication manager needs to take 
into consideration, to be able to do to have a well organized communication plan for the 
project.   
 
In my opinion Laswell’s formula works in all communication areas and is still up to date. For 
example change communication in change project: Laswell’s first part of the formula is that 
there has to be a person who has been decided to announce information, in change projects 
this would be communication manager who is responsible of  the communication. Second part 
is the content of the message, messages need to be defined and agreed before the send out. 
Third, channel that project wants to use when informing employees about the coming change 
need to be defined and agreed on, that should be done carefully to make sure project is using 
the right communication channels towards each stakeholder. Fourth, who does the project 
want to give information? Stakeholder analysis needs to be done so project team knows who 
needs to be communicated about the project and what is the information need of each stake-
holder. Communication manager must remember that all stakeholders get value from differ-
ent information. Fifth, communication haves an effect; of course if change projects people 
should be advise employees to change but that is not happening automatically after the an-
nouncement. Employees more likely want to get more detailed information about the change 
and how it affects their daily work. Communication manager must take that into considera-
tion; at the time information is announced there are more incoming questions and those need 
to be able to be answered so that the coming change can be implemented as smoothly as 
possible.   
 11 
  
 
Project must know answer to all questions which are mentioned in Laswell’s formula above. 
Unless communication manager is not able to answer those questions it is impossible to make 
a working well-organized communication towards project stakeholders. Even if the project 
communication manager can answer all these questions Laswell has mentioned in his figure, 
change communication is never an easy job. When change affects more than an hundred em-
ployees’ communication must be organized very carefully because its purpose is to help the 
project to proceed and be implemented, not cause harm and fear inside the company. When 
talking change communication, communication manager still needs to answer the questions: 
when, which is missing from Laswell’s formula.  When the announcements of the upcoming 
are change, when is the project and project team ready to communicate about change? 
Change projects timing is an important issue, for example if company has some kind of 
agreement with another company, all contracts needs to be signed before the name of the 
other company can be communicated inside company.   
 
2.3 Shannon & Weaver 1949 
 
 
 
 
 
 
 
 
 
 
Figure 3: Shannon’s and Weaver’s diagram 
 
“This diagram shows how a message originating in a information source can be duplicated at a 
destination as the result of a communication process” (Sperber D., Wilson D. p.4) 
 
Sperber and Wilson explain the picture that for example source and destination could be tel-
ecommunication employees, the encoder and decoder telex machines, the channel as electric 
wire, the message a text and the signals a series of electrical impulses. (Sperber D., Wilson D. 
p.4)   
 
This picture can explain a process of normal project communication process: Source would be 
the source of the message, encoder would be the person who sends out the message, channel 
Source  Encoder  Channel  Decoder Destina-
tion 
 
 
Message 
 
Signal 
 
Received 
signal 
 
Received 
message 
 
Noise 
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the channel where the message is sent, decoder the receiver of the message and destination 
would the message has been reached and read.  
 
I would see it like from a project mangers point of view; project communication manager 
would need a source from where to get the content for a message that needs to be sent out. 
Then the message is written and sent out through the communication in some channel, for 
example email, then the message goes to the receiver’s mailbox and as the receiver opens 
and reads the message the process has been established. This is a good picture which shows 
the whole process of the messages. Just basic information but communication needs to know 
this process to be able to define what went wrong if the message does not establish the 
whole process.  
 
2.4 Maslow’s hierarchy of needs  
 
Psychologist Abraham Maslow believed that to understand motivation at work, one must un-
derstand human motivation in general. People are motivated to satisfy unmet needs; needs 
could be placed on a hierarchy of importance. (Nickels W., 2002, p. 301) 
 
When one need is satisfied, another, higher-level need emerges and motivates the person to 
do something to satisfy it. Many employees all over the world struggle all day to meet the 
basic physiological and safety needs. In developed countries, such needs no longer dominate, 
and employees seek to satisfy growth needs. That means establishing a work environment 
that includes goals such as social contribution, honesty, reliability, service, quality, dependa-
bility, and unity.  
(Nickels W., 2002, p. 301) 
 
Example: Your job is finish reading this chapter. How strongly you are motivated to do that if 
you were sweating in a 105-dgree room? Imagine now that your roommate has turned on the 
air-conditioning. Now that you are more comfortable, are you more likely to read? Look at 
Maslow’s hierarchy of need to see what need would be motivating you at both times. Can you 
see how helpful Maslow’s theory is in understanding motivation by applying it to your own 
life? (Nickels W., 2002, p. 301) 
 
Talking about change project usually scares employees, because they are scared of what is 
coming; now as the world’s financial situation is low, employees are scared of their physiolog-
ical and safety needs. Companies are outsourcing and nobody can be sure of their continuum 
of work. At this current point companies need to pay special attention when they are com-
municating about change projects, as even if the project doesn’t involve any outsourcing 
employees are scared of the future.  
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Figure4: Maslow’s hierarchy of needs (Nickels W., 2002, p. 301) 
 
 
Physiological needs: basic survival needs, such as need for food, water and shelter.  
Safety needs: the need to feel secure at work and home. 
Social needs: the need to feel loved, accepted and part of group. 
Esteem needs: the need to recognition and acknowledgment from others, as well as self-
respect and a sense of status or importance.  
Self-actualization needs: the need to develop to one’s fullest potential.  
(Nickels W., 2002, p. 301) 
 
As I said before at this point when world’s financial situation is low and people are scared of 
their future; how they pay their bank loans? How they pay their rent? On the other hand they 
are scared of are they going to have a job still next month or do they need to start searching 
another job? Especially now when communicating about changes, communication managers 
have to be especially careful on how the sentences are made, what is the order of words, to 
ensure employees don’t get horrified about their future. Messages have to be clear and sim-
ple. The most uncomfortable situation is when employees don’t know what is happening; they 
don’t know if they should start to find a new job.  
Self-
actu-
aliza-
tion  
needs 
 
Esteem needs 
Social needs 
Safety needs 
Physiological needs 
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Example of change communication message where changes are coming but change does not 
involve outsourcing or fairing: Our Company has decided to change the current IT processes 
and tools that are into use. This change does not include employee transitions. Current IT 
employees will be taking the new processes and tools into use when the project is fully im-
plemented, until then employees continue using the current processes and tools.  
 
Make it very clear in your message that what is the employee effect of the change, because 
that is what interest the employees the most, are there changes on their daily work.  
 
3 Change Communication  
 
Sandra Larking made a good comment about what is good communication and what is not: she 
said that when communication changes behavior, it is good communication and if it does not 
change behavior it is bad communication. (Larkin S & TJ 1994, 5) 
 
This part of the report explains basics of communication planning and management in change 
project. This part is mostly my own opinions based on what I have learned as I was nominated 
as a communication manager in a change project which I also did this thesis work from. 
 
In my opinion change communication in a project is essential to be able to achieve project’s 
targets. Communication covers stakeholder analyses, communication planning; communica-
tion schedule planning, communication channel planning, defining key messages as well as 
communication management.  
 
3.1 Why is change communication important 
 
Satisfyingly planned communication plan in change projects can be a motivator to employees 
whose support is needed for implementing the change.  When employees accept the change 
and see it as a possibility, they will be more likely to be willing to support the Company to 
change. 
 
Employees need to be informed why the change is needed and what are the benefits of the 
change. If they are not informed about the basics of the change project employees do not 
know why their support is needed.   
 
 
It is important in many ways to communicate the change as early as it is possible to project’s 
key stakeholders. End users are the ones whom the change is impacting the most; they are 
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the ones who need to be changing the old working methods to new working methods. End 
users have used for example some process for years and project team members might not 
have that much experience of the changing processes, meaning that the project core team 
really needs feedback and ideas from the end users.  Project team should communicate in the 
very beginning about process changes at least to some of the current end users. To ensure 
interactive discussions will take place about how to develop the old process and what the 
new process should include from the old one processes, and what should be created.  
 
Training is also one part of the change communication; for example, if change has an effect 
on IT processes and process tools employees need to be trained to use the new processes and 
process tools. As I have said earlier the world’s financial status is low, and employees are 
therefore scared of future (Maslow’s hierarchy of needs, Nickels W., 2002, p. 301). In a situa-
tion where IT processes and process tools are changed to new processes and tools, employees 
are scared that if they are not trained or they do not get the training they are going to be 
moved either to other tasks or then in worst fired. Training plan should also be ready at the 
time when change project is communicated, to decrease the chaos which comes from the 
uncertainty of future. 
 
It is not only important to inform employees who are impacted by the upcoming change, but 
the communication within the project team is also important to avoid overlapping and unne-
cessary misunderstandings. On other hand, if communication is not working correctly within 
the project team it is absolutely impossible that it would work outside of the project team. 
Common understating within the project team is important when thinking about communica-
tion.  
 
Project should have a weekly project team meeting where all project team members will 
participate. In addition there should be more meetings within the project team when re-
quired.  
 
Project documents must be available to everyone within the project team to ensure all team 
members have needed information to able to proceed with their own tasks. Nowadays that 
should not be a problem as technology is advanced. Most of the companies have Document 
Repository for a common documentation where everyone has access rights. It is never good to 
have documents going around by email, because then you never know what the latest version 
of the document is and who has it. 
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3.2 Communication managers’ Role 
 
Communication manager’s role in change project is quite prominent. He / she is responsible 
for the communication towards stakeholders as well as within the project team. Communica-
tion managers needs to know likely everything which is related to the project. He / she is in 
most cases the link to the project and change to the stakeholders; communication manager is 
the one who answers the incoming questions project receives and the one who sends out in-
formation about the project.  
 
Communication manager must work very closely with project manager. Project leader is the 
one who makes the final decisions how the project proceeds with communications; what in-
formation will be shared with stakeholders, when and how the information will be shared. In 
other words communication manager does not make the final decision about how to proceed 
with project communication.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 5: Decision making process  
 
 
 
 
Communication 
manager notices 
that information 
session is needed 
to be arranged to 
stakeholders 
Communication 
manager makes 
an information 
session proposal 
to team leader  
Project leader 
goes through 
the proposal  
Project leader 
makes the 
decision about 
the informa-
tion session 
Yes No 
Communication 
manager pre-
pares presenta-
tion material 
proposal 
Project leader 
makes comments 
about the pres-
entation material  
 
Communication 
manager makes 
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(new proposal) 
Project leader 
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proposal   
 
Communication 
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tions 
Information 
session 
 
No informa-
tion session 
organized 
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3.3 Communication manager’s responsibilities 
 
Communication manager is responsible for creating as well as managing projects communica-
tion. Able to make communication plan communication managers need to define stakehold-
ers, key messages and schedule.  
 
 
 
 
 
 
 
 
 
 
Figure 6: Step-by-step how to make a communication plan  
 
3.3.1 Define stakeholders 
Stakeholders should be defined in the early phase of communication plan, that way project 
and especially project’s communication manager knows who need to be communicated about 
the project.  
 
Common methods is to arrange a workshop with all project team members participating and 
defining stakeholders together as a team; that how project will make sure that all important 
stakeholders are defined because one project team member probably does not even know all 
the stakeholders the project needs to take into consideration.  
 
Defining stakeholders might sound like an easy job but it certainly is not, defining stakehold-
ers is probably the biggest part of communication plan. If project contains a lot of stakehold-
er groups and therefore stakeholders, I would recommend starting with defining stakeholder 
groups. After stakeholder groups are defined it is easier to make a more detailed stakeholder 
analysis group by group and name by name.  
 
Microsoft excel is good software for stakeholder analysis. All the data can be inserted to one 
document and it is easy to manage; changes can be made quickly and using is easy. When all 
the information is in one document; it saves time when user does not have to go though dif-
ferent documents. Projects usually have a lot of different documents for different usages, try 
Stakeholders 
need to be de-
fined 
 
Stakeholder 
analysis 
Key messages 
need to be de-
fined 
Communica-
tion channels 
need to be 
defined 
Communica-
tion schedule 
need to be 
defined 
 
Presentation 
materials need to 
be created 
Other communi-
cation materials 
need to defined 
Communica-
tion Plan & 
management 
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to avoid this; it is much simpler and easier when same related information can be found from 
one document.  
 
Stakholder analysis usually contains at least the next information about the stakeholders: 
stakeholder groups include the actual employees by name who are in each stakeholder group, 
project roles, level of power, level of interest, level of commitment, organization that each 
stakeholder come from, information need etc.  
 
Stakholder defining is easier when communication manager asks other team members few 
simple questions: Who do we need in this project? Who are affected by the coming change? 
Those two questions answer also who needs to be informed about the project.  
 
Stakeholder list usually extends as the project proceeds and it should be updated once in a 
while. A good way of working would be that communication manager goes though the stake-
holder list biweekly with project team to make sure all needed stakeholders are involved / 
informed.  
 
3.3.2 Key messages 
Key messages contain the basic information about the project: What is the project? What is 
the purpose of the project? Why does the company need the project? What will the company 
try to achieve after the project is fully implemented? What does this mean in practice for 
employees? What is over all timeline? In other words: When? What? To whom? Why?  
 
Key messages should contain the basic information about the project and should be as simple 
(Kotter 1996, 89) as possible to avoid misunderstandings. Key messages must remain the same 
during the project’s life cycle and they must be the same for all stakeholders. (Valppola 
2004, 63). What would happen if communication manager would tell different messages to 
different stakeholders? Chaos and that is certainly what must be avoided as much as possible 
especially when talking about change. 
 
Key messages are first information that is going to be communicated about the project to 
stakeholders. Stakeholders need to know the facts before more detailed information is 
shared. That is the key when communicating something; first facts in simple and clear mes-
sages and then detailed information. If project first starts to communicate detailed informa-
tion about the project, stakeholders get confused because they do not know the basics. 
Communication should remember that stakeholders are interested in “What is it in for me” 
(Kotter 1996, 89) 
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3.3.3 Communication schedule 
When is communication needed towards each stakeholder? After stakeholders, information 
needs and communication channels have been defined, communication schedule must be 
created.  When is the best time to communicate about the project? Does project need some 
of the stakeholders to be in part of it and when? Are there any legal show stoppers for com-
munication? (Example: terms of agreement related show stoppers, remember that if the 
project evolves any contract signatures, contacts needs be signed before official information 
sharing about details.)  
 
What are the communication needs for each stakeholder: when do they need to know and 
what do they need to be informed of? Those are the questions communication manager needs 
to take into consideration when planning the communication schedule. If project needs sup-
port from stakeholders the communication should be started in the early phase of the 
project.   
 
When the basic information is communicated stakeholders they will most likely want to know 
when there will be follow-up meetings to get more detailed information about the project, so 
the communication plan should be totally ready when the first info session is held, to avoid 
uncertainty of when stakeholders will receive more information. 
 
3.3.4 Communication plan 
When communication manager had defined stakeholders, key messages, communication 
channels and communication schedule, communication plan is ready. See figure 6: Step-by-
step how to make a communication plan  
 
3.3.5 Presentation material 
Every info session should include presentation material for example a short PowerPoint pres-
entation. As John Kotter also said, use as many channels as possible when communicating 
about change. (Kotter 1996, 94) When info sessions participants can hear and see at the same 
time the information more likely goes into their minds. Big info session has usually all kind of 
disturbances so focusing can be hard. There is also a risk that somebody cannot hear the 
presentation so when he / she is still able to see the presentation,  the information receiving 
is still possible, but if he cannot hear or see then the info session is useless.  
 
PowerPoint presentation is good option for info sessions. In change project the information is 
usually confidential and not sent to stakeholders.  
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3.3.6 Info letters 
Info letters are a good way to share information towards stakeholders; although communica-
tion manager should take into consideration those then employees have black in white, mean-
ing that this kind of letter must be written very carefully to avoid misunderstandings especial-
ly when talking about change communication, also legal and HR check is needed before send-
ing out info letters.    
 
3.3.7 Master Questions & Answers document 
Questions and answers document (Q&A) is usually a document for project team. Q&A includes 
already defined answers to upcoming questions. That way project team ensures that the 
project team sends out same messages and therefore tries to decrease misunderstandings and 
confusion inside the company.  
 
Q&A document should be done to make project team members’ work easier; when they will 
receive a question about the project they can easily look up the answer from the Q&A docu-
ment and sent it to the stakeholder who is asking for that information.  
 
John Kotter gives an great example how to define the questions to Q&A document, he tells 
that one way of doing that is to simply play role play with people. Therefore someone can act 
like he does not know any more than he has been told about project and after he gets some 
information he will probably raise questions that come in to his mind. (Kotter 1996, 85)   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 7: Q&A document creation process  
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3.3.8 Communication management 
Remember the fact that communication plan does not give any benefit to the project if it 
does not exist in practice.  
 
Project communication plan is much easier to implement when communication plan is done 
meticulously. When the communication plan is completed the real the practical work can be 
started.  
 
Although everything is on paper it does not mean it is even half way done. When the project 
is communicated the first time and first info sessions are held questions are going to be asked 
and those questions need to be answered. If the Q&A document is done meticulously it gives a 
lot of help and saves a lot of time from the communication manager in the communication 
management phase. Organizing information sessions, sending newsletters takes a lot of time 
and thinking even much more than I was able to imagine beforehand. In global companies 
communication manager must take into consideration time zone differences when planning 
example info sessions. Either there needs to be a few info sessions for different time zones or 
then participants need to be flexible with their calendar.   
 
Communication manager must remember that the communication within the project team 
needs also a lot of effort. Documentation needs to be somehow managed; everybody has to 
have the latest version of documents so there are no misunderstandings.  
  
 
3.3.9 Communication within the project team 
Project Team needs also communication plan. When are project team meetings? Where are 
all the project related documents? 
 
Project meetings are needed in every project for the core project team. There should be at 
least weekly project team meeting where anything can be discussed if needed. Project sta-
tus, information needs etc.  
 
There are usually a lot of different kinds of document when talking about any project, and 
different version of them. There should be one place for all those documents so everyone 
knows where they are when needed. Most of the companies have Document Repository where 
they keep their document because then they are available for everyone. If there is confiden-
tial information, you can make a folder which only specific people have access to.  
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3.4 What does the communication manager need to take into consideration? 
 
3.4.1 HR 
Before sending any information out to the company employees, communication managers 
must go through the messages with HR contact person; at least all those messages that says 
something about employee’s future, organization / personnel changes, role description 
changes, or other employee related information. Many organizations have their own rules on 
how to announce information about outsourcing and other impacting changes.   
  
3.4.2 Legal Check: 
There often is a minimum time of prior warning when outsourcing employees.  
In some of the countries in Europe, example in German Workers Council needs to approve 
changes when employees’ job description changes more than 50 percent. Which communica-
tion manager must take into account before publishing any information.   
 
Communication manager must take into account that HR and Legal Check might take time. All 
the presentations should be ready at least a few weeks before the announcement day, to 
ensure they are ready from legal and HR on time. To be remembered that if there are 
changes that must be made it takes time and then the document must go again to legal check 
and HR.  
 
3.4.3 Media: 
What is information spreads from inside the company to media? That has to be taken into 
consideration when doing communication plan. Company must have an already defined an-
swer in case information spreads in public media.  
 
4 Communication Plan and Management 
 
Communication is in change project is one of the major issues. Without well organized com-
munication plan and management, projects usually causes more damage than benefit to com-
panies.  
 
“We had a great plan. We made hard decisions that had to be made. The company is better 
positioned for future. But the communication was a disaster.” (Larkin S & TJ 1994, 231) 
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I have been nominated as a part of this project management team and I was the stream lead-
er for communication of this project. This included communication within the team as well as 
communication towards project stakeholders. In practice I was responsible for the communi-
cation plan and management. Working as a communication manager required a lot of work; 
starting with stakeholder analyses, creating key messages, defining communication channels, 
questions and answers document as well as intranet page creation.  
 
This part of my thesis report goes first though how I created communication plan for this 
change project, including process pictures and detailed explanations on my way of working in 
this change project whose purpose was to develop and therefore change the current as-is-
processes and process related tools to processes and process related tools which are based on 
a global international framework.  
 
4.1 Stakeholder Analysis for the project 
 
I started this project by defining project stakeholders and stakeholder analyses. Reason I 
wanted to start with defining stakeholders was simple; at the same time I was doing research 
work requiring to project communication I was able to support the whole project team by 
defining high level stakeholder analyses for this project. In my own work as communication 
manager it was an important part which had to be done; on the other hand I supported the 
rest of the project team because they needed that information to be able to proceed with 
their own work.   
 
As I wanted to get to know the working methods that were used in this project team, I de-
cided to give them a few options how to start stakeholder defining process. First option was 
to work as a team and organize a stakeholder defining workshop, second option was to have 
separate face-to-face, one-to-one meetings with each project team member so we would 
then define stakeholders for every stream member separately, third option I gave was that all 
project team members would think the stakeholders they need in this project by themselves 
and send me the data. This project team came to decision that they want to think about the 
stakeholders by themselves; in my opinion it was workable solution because that way they all 
had to give a thought who do they really need in this project to be able to proceed and who 
will be affected by this project and therefore who are the stakeholders who are actually tak-
ing the new IT Service Management processes and tools into use. A few of the project team 
members wanted to do this in one-to-one meeting with me which was also a good option from 
my point of view. I got more information about each stakeholder at once.  
 
After the decision was made that most of the team members wanted to do the stakeholder 
defining by themselves, I sent them all needed templates so they needed only insert the data 
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to the received template and afterwards send the filled template to me, so I was able to 
combine all stakeholders in one document.  
 
At the time I received stakeholder lists from team members I started combining them in one 
excel document which was easy to update as more data was available / defined. After that I 
went through the excel document with project leader and few team members just to make 
sure all important stakeholders were included. When this was done I started more detailed 
stakeholder analysis for each stakeholder.    
 
After the stakeholders were defined by the groups a more detailed analysis was needed about 
every stakeholder; project team would not do anything with a list of stakeholder groups un-
less they actually know who the stakeholders are in practice; meaning who are the people 
behind each stakeholder group. For example stakeholder group Service Managers were 
needed, then we had to define who the service managers actually were, name by name, so 
we knew who we needed to be contacting.  
 
After these two phases I started to do a detailed stakeholder analysis for the project; which 
included next information from each stakeholder group: 
Unit:  Organization unit were the stakeholders coming from inside the company. 
Role in project: Explained each stakeholder’s role in this project.  
Information need: This part explained the information need of each stakeholder.  
Level of power: This part explained the level of power of each stakeholder. 
Level of interest: This part explained the level of interest of each stakeholder. 
Level of commitment: This part explained the level of commitment of each stakeholder. 
 
Outcome from the detailed stakeholder plan was outstanding; we had all the stakeholders 
listed in one excel document which included all the needed information of each stakeholder 
group as well all needed information of each stakeholder. This phase took a lot time and ef-
fort but was absolutely worth it. In the end we had more than thirty stakeholder groups 
meaning more than a hundred individual stakeholders.   
I am happy that the stakeholder analysis was made by using Microsoft excel; easy to use, easy 
to manage, easy to update. See the figure 9 for an example what the worksheet looked like. 
(Example worksheet has been done with Microsoft Word but the idea is the same) 
 
Stakeholder analysis was updated as the project proceeded and more information was availa-
ble from the project point of view; meaning that when we knew exactly who would be af-
fected by the change, we needed to make some updates to stakeholder list also.  
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Process picture (see figure 8) gives a visual demonstration of this stakeholder analysis 
process. This process took about two weeks from the starting point to get done, except the 
updated which were done during the whole life cycle of this project.  
 
 
 
 
 
 
  
 
 
 
 
 
 
Figure 8: Stakeholder analysis process 
 
Stakeholder Group Role in the project  
Head of the Company  Support, decision making  
Project Steering 
Team 
Support, decision making 
Project Team Project implementation 
Process Owners Project implementation, responsible for the process definitions and 
development  
Process Managers Support. Process managers will be taking the new processes in use 
Service Owners Support. Responsible for taking the new processes and tools into use.  
Service Managers 
 
Support. Project implementation 
Operational Managers Piloting group  
IT architects Support  
Testing Service Testing the new tools  
Key Users Responsible for taking the new processes and tools into use. Key 
users are responsible for training end users.  
End Users Responsible for taking the new processes and tools into use. 
Figure 9: Stakeholder list 
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4.1.1 Stakeholders analysis for project communications   
To be able to do communication for this change project I needed to also define stakeholders 
for communication. Change Project communication needs its own stakeholders; project lead-
er, project team, legal check and HR needs to be in part of communication especially in deci-
sion making. From figure 10 you can see list of stakeholders I needed for this project’s com-
munication and more importantly why I needed those stakeholders as a part of communica-
tion.  
Stakeholder Where needed? 
Project Leader Decision making 
Project Team Project implementation 
Legal Check Before publishing / sharing material about the project  
HR Before publishing / sharing material about the project if 
needed 
Intranet communication spe-
cialist 
Create intranet pages, responsible for content delivery and 
distribution 
 
Figure 10: Stakeholders list for communication  
 
Project Leader’s role in communication is important, he / she makes the financial decisions 
of the content of messages that the communication manager is going to send out about the 
project. Project leader makes also the final decision of the communication schedule after the 
messages have received an approval from legal and HR check. Project leader is responsible to 
make sure project is ready to communicate the information which is planned in communica-
tion plan, and if for some reason project is not ready yet to communicate those messages 
project manager is responsible of that decision.  
 
In first point project team needs to know what the status of communication of the project is; 
what can be communicated and what cannot be communicated. From the communication 
manager’s point of view project team member’s opinions have an affect about what should 
be communicated and when. At the time something is communicated, for example project 
schedule, project team members needs to stick to it. Otherwise the trust to project team and 
company lead will decrease from the point of view of employees, who are affected by the 
coming change. I myself in many cases asked project team member’s opinions, for example 
before publishing new information through project’s intranet page; I wanted to get the 
project team stand behind content of the page. Before publishing material I asked team 
member’s opinions and wanted to make sure they are fine and familiar with my and project 
leaders decision; if changes to the page’s content was asked, those were usually done.  
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I worked closely with project’s legal contact person because all the outgoing messages had to 
be legally checked before publishing. Especially when messages gave information about new 
global framework based organizational role changes. And as I said in the theory part of this 
thesis; many organizations have their own rules on how to announce information about out-
sourcing and other impacting changes which communication manager also needs to take into 
consideration before publishing information about upcoming change.    
 
Also another important stakeholder for me was HR contact person. As well as the document 
went to legal check I also sent them to HR check to make sure everything that is planned to 
publish is okay to be published from the HR point of view. As I also said in the theory part of 
this thesis; many organizations have their own rules on how to announce information about 
outsourcing and other impacting changes; even this project did not involve any employee 
outsourcing some role definitions were going to be changed, and those needed to be legal and 
HR checked. 
 
As I already had a lot of work within this project communication I was happy that I was able 
to have an intranet specialist helping me with the creation of the intra page.  I do not have 
that good a knowledge of how to make intra pages; it was very helpful and time saving to 
have an specialist who created the page, made a structure draft for me which I was then able 
to comment and then we planned the structure together with her after she made the first 
draft version so I was able to get some baseline how this company usually structures their 
intranet pages. With the actual content of the page, we had a clear way of working; I sent 
her content for the page and she inserted it, and it worked just fine. I would have been happy 
to learn how to use http language but I was too busy with the project’s communication so 
unfortunately I didn’t have time to familiarize myself with that.   
 
4.2 Defining Key Messages 
 
Key messages include the basic information about the project. They give answers to the fol-
lowing questions: What is this project? What are the benefits when this project is fully im-
plemented? Why does the company need this change? When does this change happen? The 
most important “What is it in for me” as Kotter puts it. (Kotter 1994, p. 84) 
 
Key messages of the project should remain the same during the whole life cycle of the 
project as Anneli Valppola also said in her book “Organisaatiot yhteen” If project team or 
communication manager notices in some point of the project that key messages are not valid 
anymore something has gone wrong, either key messages have not been valid in the beginning 
of the project or then the scope of the project have been somehow changed during its life 
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cycle. Either way that is a bad thing if the key messages have been already communicated. 
Key messages have to define very carefully so they remain usable and valid as the project 
proceeds, and if there are changes in the project scope and the original purpose of the 
project is somehow changed, it should be communicated to avoid misunderstandings and con-
fusion.    
In this project I wanted to make sure that the key messages are as simple and as short as 
possible, and it actually took a while to define them. From a theoretical point of view they 
were not hard to define because of course the project has purpose and we know what would 
be coming. But to get them look and sound good and simple took time.  
 
The main key messages in this project was to inform especially IT employees of the purpose 
of the project; Company will develop current IT Service Management processes and process 
related tools, so that they will be based on a global framework. The reason the Company 
needed this change was: Without proposed development there is a risk of ending up in a situ-
ation where we run parallel processes. Benefits that this Company wanted to achieve with 
this change: With harmonized processes and related tools the quality of the information will 
provide better reporting for decision making and continuous service improvement in the com-
pany. And then probably the most interesting key messages from employee point of view, 
what the project mean in practice: The quality of IT will improve and this is more cost effec-
tive for the company. What is it in for me: IT employees will take the new processes and tools 
into use after this project is fully implemented. The timeline of the project was also one of 
the key messages; over all timeline when will this change to new processes and tools be im-
plemented 
 
After the key messages had been checked by legal and HR, I stared to think that what kind of 
follow up questions project will receive after the announcement of this project. For that I 
stared to create Questions and Answers document (Q&A), to make sure project team is ready 
to answer the incoming questions. More information about the Q&A document can be found 
from chapter 4.4.2. 
 
4.3 Communication Channels 
 
This part of the thesis report goes through the communication defining process step by step. 
This included how I defined communication channels and why project decided to use each of 
the communication channels we used in practice; what information was spread through which 
channel and who were the target groups.  
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4.3.1 Defining Communication Channels  
As a starting point of this process I did I quick research of the current existing communication 
channels this Company IT side had; to avoid overlapping communication channels within the 
IT.  Next step was to go though the existing channels and to think which of those already exit-
ing communication channels would be a possible communication channel for this project. 
Then I decided to make a short analysis of those communication channels, just basic informa-
tion: what are the pluses and minuses of each communication channel, who would be the 
possible stakeholders the project can reach from each communication channel, what is the 
frequency of each communication channel, and who the contact person for these communica-
tion channels is. Have a look at figure 11 to see what how this analysis looked in practice.  
 
I was glad I did this kind of analysis because we were able to use quite a few of these already 
existing channels within the project communication towards key stakeholders. It saved a lot 
of time and also effort to first do this analysis because it was certainly worth it. As we were 
able to use the already existing communication channels I did not have to start creating all 
the channels. And on the other hand, if there are too many channels that give information to 
IT employees they simply do not have time to go though all channels daily just to see if there 
is something new. It is much more user friendly to have example few newsletters that will 
include all the information IT employees need to know. If there were a separate newsletter 
for all changes and after every small change all of the IT employees would receive about 1-2 
newsletters a day which is far to many and then beside those newsletters they would get also 
other emails that contain some news articles and so on. At least I would not have time to 
read many different newsletters every day, or if I did then I would not have time to actually 
do work that needs to be done because I would need around an hour just to go though all 
newsletters every day and it would mean I would need 5 hours a week for that. That is why I 
decided to use an already existing newsletter for information that needed to be spread out 
within the whole IT.  
 
Communication requires also meeting and other kind of communication, not just one-way 
communication towards stakeholders, interactive in other words two way communication is 
much more user friendly from the employee point of view.  Detailed information about the 
communication channels can be found in the next page: figure 11.   
 
 
 
 
 
 
 30 
  
Channel Characteristics Possible Stakeholder Frequency 
Newsletter A  - Professional, established channel 
(+) 
- Broad acceptance and audience 
(+) 
- Long lead time (-) 
IT  Biweekly / as 
required 
Projects’ own 
Newsletter 
- Focused target group  (+) 
- Graphics possible  (+) 
- Short lead time (+) 
Variable  Biweekly / as 
required 
Intranet - Graphics possible  (+) 
- Organized, log large amount of 
information (+) 
- Broad acceptance and audience 
(+) 
- Efforts to create and maintain (-) 
Whole Company   As required  
Resource Mailbox - Strong credibility due to sender 
(+) 
- Flexible on distribution list  (+) 
- Easy to create / contribute  (+) 
Variable As required 
Regular Project 
Meetings 
- Strong credibility due to sender 
(+) 
- Strong focus on content  (+) 
- Easy to create / contribute  (+) 
Project Team members  Weekly / as 
required 
Training Sessions - High-touch, interactive   (+) 
- Strong focus on content  (+) 
- High facilitation effort (-) 
Project Team members 
/ End Users 
Carried out with 
project’s waves 
Presentations / 
Workshops / Info 
Sessions  
- High-touch, interactive   (+) 
- Disseminate complex information   
(+) 
- Very focused on audience and 
content (+) 
Key Stakeholders  As required  
 
Figure 11: List of communication channels 
 
4.3.2 Meetings needed to be able to do communication   
I defined stakeholders so I was able to do communication in this project, those stakeholders 
were listed in chapter 4.1.1 of this report. If I have stakeholders I needed for being able to do 
communication I also needed to define communication channels for those stakeholders. I had 
three regular meetings I had to participate to be able to proceed with project’s communica-
tion. Beside those three regular meetings I had (listed in figure 12 I also had a few other 
meetings as they were required; meetings with HR contact person and meetings with legal 
contact person. Those two meetings were before publishing material about the project; 
sometimes weekly and then sometimes biweekly it depended on the communication status of 
the project.  
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Figure 12: Communication manager’s meetings 
 
For the regular meetings I participated in a weekly project team meeting where I shared a 
weekly status report about communication status of the project. Status report maintained a 
short summary of the actions I have had during the past week, and what is going to be hap-
pening in the next week. For example, if project has had an info session for some stakehold-
ers it was reported in the weekly status report, basic information; participants of the held 
info session, content of the session, what was decided or discussed in the info session and the 
planned next steps example if we did already schedule a follow-up meeting with the partici-
pants e.g. weekly project team meeting was also a great opportunity to ask opinions from the 
project team members from example I asked project team member’s opinion from the intra-
net page draft before the publishing.  
 
I also had meetings where project’s intranet pages related actions where done. In the begin-
ning project decided to create its own intranet page, meeting with intranet specialist were 
needed twice a week. We needed to create the actual page and then the structure to the 
intranet page needed to be defined and decided on. After the structure was made weekly 
meetings were enough. I usually sent the content to the page by email and then we had a 
review meeting every week to go through the page and see if any changes were needed at the 
time. At the time the page was about to live of course we had daily meetings and sometimes 
even two to three meetings a day. When the page was published weekly review meetings 
worked fine. The process picture of the intranet page creating process can be found in the 
figure 13 this thesis report.  
 
 
 
Meeting Purpose Participants Freq. 
Project Team meet-
ing 
Project status review and 
other project related mat-
ters.  
Project team members weekly  
Regular Intranet 
page meetings 
Share information related 
to project’s intranet page 
Intranet specialist  weekly / bi-
weekly  / as 
needed 
Regular meetings 
with another com-
munication special-
ist  
Share information about 
project’s communication 
status.  
 
Communication specialist 
from company’s commu-
nication team  
as needed 
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Figure 13: Intranet page creation process 
 
Third but absolutely not last the meetings with another communication specialist who has 
worked as a communication manager in many change projects within this company. The rea-
son I wanted to have a regular meeting with her was simple: she gave me a lot of knowledge 
she had on the way of working as a communication manager, she gave me ideas from her ear-
lier experiences about best practice in this kind of project. We usually went though the com-
munication documents I have made and she gave me her own opinions on those; if there was 
something missing in her point of view or if she would change wording of the sentences I had 
written. She was also the contact person and sender of Newsletter A, we used as a communi-
cation channel in this project. Used communication channels are explained in the chapter 
4.3.3 of this report. 
 
I would have not been able to do communication for this project if I would not have had these 
meetings that I listed in this chapter. In my personal point of view I got a lot of support from 
communication stakeholders; project team as well as from intranet specialist. That was 
something I actually really needed, because this project was very challenging; over a hundred 
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employees were affected by the change and a lot of stakeholders needed to be kept updated 
of the project status and next steps. Also, I got a lot of advice from the other communication 
specialist on how I should manage this project’s communication.  
 
4.3.3 Used Communication Channels and Schedule  
After I had made a short analysis on what kind of communication channels we already had in 
the IT, I made a decision about what channels the project will use to communicate towards 
key stakeholders as well as within the project team. The figure below shows the used com-
munication channels, who were the receivers (stakeholders), what kind of information was 
spread through each channels and the frequency.  
 
It was important to list all communication channels that were going to be used, even though I 
knew them by memory, but it helped the project team members a lot. They were able to see 
the possible channels, they could announce information about the project; what the frequen-
cy was so they knew when they would need to contact me if they wanted something be com-
municated.   
 
Project had six communication channels which were used to share information about the 
project towards stakeholders and three communication channels within the project team as 
well as we also used email which I have not listed here because that was not used as an offi-
cial communication channel. But invitations for info sessions were sent from the project’s 
resource mailbox from which you can find more information later in this chapter.  
 
More details about how each these communication channels were used can be found under 
the figure 14. 
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Figure 14: List of used communication channels  
 
Newsletter A was sent out biweekly by another communication specialist who worked in com-
pany’s communication and marketing team. The distribution list of this newsletter covered all 
internal IT employees of the Company. This was a great channel to spread information about 
the project to the whole IT community. The first time we decided to inform about the project 
to the whole company as we at the same time published project’s intranet page we used this 
channel to reach all IT employees of the Company. Newsletter article included the key mes-
sages of the project. The purpose of the project: IT plans to change the current service man-
agement as-is-processes and process related tools with a new tool suite which is going to be 
based by a global framework. Benefits of the project: with harmonized processes and related 
tools the quality of the information will provide better reporting for decision making and con-
tinuous service improvement in the company. Why this Company needed this change: without 
this development and therefore change there is a risk of ending up in a situation where we 
run parallel processes. And the timeline of the project was also communicated in this article. 
For more information we added link to the project’s intranet page, from which you can find 
information later in this chapter.  
 
Newsletter A was used monthly to inform all IT employees about the status of the project and 
if we had some trainings coming up for all IT employees. We did not use this channel for spe-
cific detailed information sharing because the distribution list of this newsletter was all of the 
IT employees. More detailed and specific information sharing we used project’s own newslet-
ter when the target group was more specific.  
Channel  Stakeholder Content  Frequency 
Newsletter A IT employees Overall picture of the project Monthly / as 
required 
Projects’ own Newsletter Key Stakeholders Status – other project related 
information  
Biweekly  
Intranet All company inter-
nal employees  
Overall picture of the project all the time 
Resource Mailbox Variable Newsletters / other informa-
tion about the project 
as required 
Regular Project Meetings Project Team Project related discussions Weekly  
Presentations / Workshops / 
Info Sessions 
Variable Project related information  As required 
Document Repository  
(project team) 
Project Team  Project documents As required 
Document Repository  (pub-
lic folder) 
Variable  Public presentation As required 
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As I said in the paragraph above the project’s own newsletter was used when project wanted 
to reach a specific stakeholder group(s) and wanted to share more detailed information of the 
project. Project’s own newsletter was sent out biweekly or as required. This newsletter 
usually contained information about the project’s status; achievements and next steps. Train-
ing related information was also shared through this newsletter. The status report and other 
important topics were sent to all key stakeholders of the project. If we wanted to send very 
detailed information for example if we had planned to train all service managers from unit X 
we only sent an short information letter to just those service managers from that unit. The 
detailed content to this newsletter was from project stream leaders; weekly status reports 
were done every Tuesday and this newsletter was sent out then on Thursday (biweekly), so I 
went through the status reports with every stream leader and then we together decided what 
will be communicated for key stakeholders. Project leader made the final decision of the 
content after I had made him my proposal.  
 
Intranet was a communication channel towards the whole Company. Intranet page contained 
basic information about the project; key messages. I will not go into details of the key mes-
sages in this chapter because that information can already been found earlier in this chapter 
of the thesis. We also had a lot of other project-related information within the intranet page; 
next steps, information about trainings, directions how to contact the project team (resource 
mailbox), project organization chart which included the name of each stream leader as well 
as other general information about the global framework which the new processes and 
process related tools were based on. As the project team tried to give answers to stakehold-
ers; the page also included FAQ’s (Frequently asked questions) part from where users could 
find answers to those questions. That also helped the project team’s work, especially mine 
and project leader’s, users were able to find answers to most question from the intranet site, 
so they did not need to send us email to the resource mailbox. If users were not able to find 
the needed information from the site, they could then send the project team an email. Intra-
net page was usually updated two times a week or then as needed.    
 
As I have said earlier in this project part of the thesis; project had a resource mailbox which 
was used as an interactive communication channel between project and stakeholders. Re-
source mailbox was taken care of usually by communication manager (me) and project leader 
had also this resource mailbox in his own Outlook. If we received a question I or project team 
leader did not know how to answer, we forwarded the mail to the right person, and this way 
of working worked well in this project team. I also used resource mailbox as a channel to 
send the biweekly newsletter of the project which I already mentioned earlier. When a new-
sletter comes from resource mailbox it looked more formal and therefore I think that was 
read better than it would be read if I had sent it from my personal email. After I had been 
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involved with this project for about a month I started to send “Document Repository Update 
Newsletters” to the project team, just to save their time. I made a short newsletter where I 
combined names of all updated documents that were in project’s Document Repository fold-
er, and behind the names of the document I added the hyperlink so team members had to 
only click on the name of the document they wanted to have a look at.  
 
Project team’s Document Repository is a place where project team members can share 
project related documents. The reason project documents are saved in Document Repository; 
everyone of the project team has access to all project related document and otherwise there 
is a risk of ending up in a situation where different versions of documents are sent around by 
mail nobody knows who has the latest version of documents.  
 
Project also has a public Document Repository folder to which everyone within the company 
has reading access. Stakeholders can have a look at all published materials and this communi-
cation channel was used to also link presentations from project’s intranet page. 
 
Another interactive communication channel between project team and stakeholders were 
project related info sessions. Info sessions were organized based on need. The content of the 
info session was similar to the project’s own newsletter. Of course the first info sessions 
which were held contained the key messages of the project: purpose, benefits, target, overall 
timeline, etc. After stakeholders were already informed about those issues we had some fol-
low-up info session where more detailed information was shared, status of the project 
(achievements, next steps), and training information example about the new tool-related 
trainings.  
 
Project team also needed its own project team meeting which was once a week where 
project team members went through project-related issues and questions. Project team lead-
ers shared their weekly status reports, next steps, risk, and action point in this session. Usual-
ly this session went over time because when 15 project team members have a meeting where 
everyone participates, team members needed to discuss all kinds of project-related issues, 
because everyone had very full calendars and it was sometimes almost impossible to find a 
common time when these employees could discuss important issues.  
 
4.4 Communication Documents 
 
This part of the document introduces the communication documents which were used to 
communicate project related information to stakeholders.  
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The messages in the communication documents had to be very carefully written because of 
the world’s financial situation: Employees are scared of all changes that companies are plan-
ning which is not surprising; many companies are outsourcing and employees are scared how 
to pay their bank loans or rent or simply how will they pay their bills. As I said before this 
project did not include any outsourcing, but still that had to be made very clear to employees 
to avoid chaos within the employees. This project had several different kinds of communica-
tion documents which were all used; more information about each document can be found in 
this chapter.    
 
Figure 15 is a short summary of each communication document and I also had that kind of 
figure available to the project team members so they knew what kind of documents we had; 
if something was missing they could easily give me a call to let me know some kind of docu-
ment was still needed.  
 
Document Content Legal 
Check 
Where? 
Communication 
Kit 
Gives an overall picture of the project 
Current Situation, To-be Situation, Project Purpose, 
Project Benefits, Project Scope,  Project Organization, 
Project Roles 
Done Document 
Repository 
Questions & An-
swers doc. 
Questions that likely are asked about the project after 
communicating it. Answers to those questions 
Needed Document 
Repository 
Projects’ own 
newsletter 
Project Status and other updated information about the 
project.  
Needed Document 
Repository 
Newsletter ar-
ticles for newslet-
ter A 
 Overall picture of the project Needed Document 
Repository 
Info Sessions 
Presentation Ma-
terials 
Depends on presentation: project status, needs etc.   Document 
Repository 
Projects status 
reports  
Status of the project  
Example: Status of communication  
Not needed Document 
Repository 
 
Figure 15: Communication documents 
 
 
4.4.1 Communication Kit 
Communication Kit is a PowerPoint presentation about the project. This document gives an 
overall picture of the project. Document goes quickly though the as-is status and the wanted 
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to-be status. Reader can find the benefits what the company will aim when the project is 
done and fully implemented.  Project scope and roadmap is also clarified in this document.  
 
This document contains also information about the project organization and the project work 
streams. Project leader has divided this project into 9 different work streams and every work 
stream has its own leader and team.  
 
How was this document done? 
This project had already started when I joined, so there was some information existing al-
ready about the as-is situation and to-be situation. First I started searching information from 
the already existing materials and the information I didn’t find had to be created.  
 
After this document’s content was done I looked through it with the project leader, and when 
he / she had accepted it, I needed to send it for a legal check before publishing. This docu-
ment was easy to publish because there were not any changes that needed to be done from 
the legal point of view.  
 
 
  
 
 
 
 
 
 
 
 
 
Figure 16: Communication Kit creation process 
 
After I got the answer from legal check, this document was ready to be communicated to key 
stakeholders. Project team members were able then to use this document as needed in dif-
ferent kinds of presentations / info sessions. This presentation was available for the project 
team’s use and could be found from the project’s own Document Repository. 
 
4.4.2  Questions and Answers Document 
Q&A document is for the project team members’ internal use. The reason I wanted to make 
this kind of document was simple; everyone knew that after we communicate this project to 
Going though already 
existing materials 
 
 
l 
 
 
Taking material from 
the already existing 
presentations  
Looked over what 
information is still 
missing  
Create the still 
needed information 
  
 
Put this all into one 
presentation in rational 
order 
Going through the 
presentation with 
project leader 
Project leaders’ ap-
proval 
  
 
Presentation to legal 
check 
 
 
 
Answer from legal 
check: presentation is 
ok to share  
 39 
  
different stakeholders, questions start to come in. It was important that we have answers to 
those questions that likely come in.  
 
In the beginning I started thinking about what are the questions our stakeholders are likely to 
ask from us; I wrote those down and then asked the same questions from all the project team 
members. After we had already quite a lot of questions I started to define answers to those 
questions. I did not know all the answers myself, so the whole project team was involved in 
the answering part.  
 
This document contained questions and answers about new organization roles, there were 
questions about whether our organization was going to have changes etc, so this document 
had to go to legal check and after legal check it had to go to HR.  
 
This document took time but was absolutely worth it. It saved a lot of time from the whole 
project team, they did not have to define answers the same question over and over again 
because they were able to take the answer right from the Q&A document. Of course there 
were questions coming in that we did not have an answer yet; all of those questions were 
written down and then after defining the answer it was added to the master Q&A document 
after legal & HR check (if needed).  
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 17: Q&A document process picture 
 
Rewrite the answers if 
needed (wording etc.) so 
that the message we are 
giving is positive  
  
 
Go though the document 
with project leader and 
with project team mem-
bers  
Document to legal check 
Changes if needed togeth-
er with legal check con-
tact person  
  
 
Presentation to HR 
 
 
 
Changes if needed to-
gether with HR  
 
Defining the questions that 
likely come in after the 
project is communicated  
Ask for more questions 
from the project team 
members  
Define answers to the 
raised questions together 
with project team  
At the time document if 
fine from legal & HR 
check 
Ready to be used 
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4.4.3 Info session Material 
Every info session need some kind of presentation material; in the beginning of the project 
when the project was communicated the first time, we used the Communication Kit just to 
inform stakeholders that this kind of project is started and give a short overview of the 
project.  
 
When project shared new more detailed information was available and needed to be shared 
to key stakeholders. Therefore the communication kit was not enough anymore so we needed 
some new updated material. Presentation materials depended on audience, different stake-
holders needed different kinds of information about the project.  
 
I did several different presentations which told the audience more detailed status of the 
project and what are the next steps; what do we need from the stakeholders at that time 
point.   
 
These presentations were made by the audience information needs and some of them were 
not used more than once. I usually started to make these presentation after I was informed by 
the project leader or other project team members that they are giving an info session for 
example Service Managers. I asked what the info session is going to be about and after that I 
started to create material.  
 Example: 
Service Manager 2nd info session: 
Purpose: Get all service managers motivated to upcoming workshops which they are needed.  
 
Presentation material:  
 
Presentation included the current status of the project and the to-be scenario of the project 
as a motivator, and next steps in the beginning and few slides about company’s lead’s expec-
tations from the workshops.  
 
This short presentation was needed because we wanted to tell the Service Managers a clue 
what were the workshops going to be about and what needs to be achieved during the work-
shops.  
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Figure 18: Presentation material creation process 
 
4.4.4 Projects’ own Newsletter 
We decided to have our own project newsletter besides the newsletter A we decided to use.  
When having the project’s own newsletter we could decide the distribution on the exact need 
base.  
 
This newsletter was distributed biweekly to key stakeholders. It contained basic information 
about the projects status, next steps, achievements, and trainings. The reason I wanted to 
send out this kind of newsletter was because otherwise the project team would have had to 
answer all these question individually to all key stakeholders or have info sessions, so this was 
an great option to save time.  
 
I asked for content for this newsletter from the team members and then made a proposal to 
our project leader and usually after some changes it was ready to be sent out.   
 
 
 
  
 
 
 
 
 
Figure 19: Project newsletter process picture 
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to key stakeholders  
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I also had a short newsletter for our project team to help them to find all project documents 
from project Document Repository.  It was just an email-based newsletter which contained 
links to all new documents which were inserted into Document Repository so they know what 
is available. This Document Repository update info letter was usually sent out biweekly or on 
need basis.   
 
 
 
  
 
 
Figure 20: Document Repository newsletter process 
 
4.4.5  Newsletter Articles for Newsletter A  
This project decided to use Newsletter A to bigger distributions. This newsletter was sent out 
biweekly to all IT employees of this company.   
 
First Newsletter article was based on the Communication Kit. A quick overview about the 
project and then users could find the link to this project intra page for more information. This 
was the channel we used to inform about the project’s intra page.  
 
Other newsletter articles were about the project achievements and training opportunities this 
project wanted to inform about to the whole IT.  
 
This channel was used when there was information that needed to be communicated to the 
whole of IT. We did not use this newsletter biweekly when it was distributed, we usually 
communicated about achievements monthly. Figure 21: Newsletter article process.  
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4.4.6 Intranet page materials 
Intranet was an open channel to whole company and therefore all the material had to be 
carefully made. The whole content of intranet page had to be carefully checked by project’s 
legal contact person and HR contact person.  
 
Project organization picture was added to intranet page, project decided to inform the 
stream leaders of the project but not each stream’s stream members. This information we 
took from the project’s communication kit; but modified it so only the stream leaders were 
communicated.  
 
Project’s intranet page also included information about trainings. But this part of the page 
was just a short paragraph  about who can participate to which training when trainings are 
stated and just the basic information: to whom? what? and when?  
 
Publishing was a big process because so many issues needed to be taken into consideration. 
See process picture below 
 
 
  
 
 
 
 
 
  
 
 
  
 
 
 
 
 
 
Figure 22: Intranet page publishing process 
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4.4.7  Project Status reports  
Project status reports were for the project team members. There was a status template 
available in project’s Document Repository and every stream leader made a short status re-
port about their stream weekly, and that information was communicated at the weekly 
project team meeting and afterwards it was available to the team members in Document 
Repository.  
 
4.5 Overall Process 
  
 
 
  
 
 
 
 
 
  
Figure 23: overall process  
 
5 Conclusions  
 
In this chapter I will go thought my own valuation of my thesis. 
   
5.1 Results  
 
From an organizational perspective, my work was very important and urgent. I was the em-
ployees’ link to this project and therefore to change  
 
My overall opinion project communication towards stakeholders worked well. In the beginning 
of the project we had some trouble of figuring out each stakeholder’s information needs. 
After the project’s communication kick-off, communication towards stakeholders started to 
work very well. Intranet gave a lot of value to stakeholders, and updated information could 
be found easily from the stakeholder point of view.  
 
Resource mailbox is a great idea; mailbox is a channel for interactive communication with 
project’s stakeholders. Biweekly project newsletter gave a lot of value and benefit to all 
receivers. Project team’s inside Document Repository update newsletter was very helpful; 
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team members knew all documents that could be found from project’s Document Repository 
and the time savings we achieved were great, average more than 1 hour a day; which means 
more than 5 hours a week. I got a lot of positive feedback from team members regarding to 
the Document Repository update newsletter.  
 
Q&A document helped a lot, and I am really happy it was made. After the intranet publishing 
and therefore project publishing project team got a lot of questions which were easy to an-
swer because of the existing Q&A document. Even we had an FAQ part in the project’s intra-
net page we still got a lot incoming questions from stakeholders.  
 
Project’s own newsletter gave a lot of benefit to key stakeholders; they were informed that 
status of the project on weekly and also training communication worked well even I didn’t 
have it as a part of this thesis.  
 
5.2 My own learning and comments 
 
Ellet (2007,6) says that case study method need two distinct sets of skills; first they need to 
be able to analyze a case, to give a meaning in relation to its key issues or question that have 
been asked about it. The goal is to come to conclusions congruent with the reality of case, 
taking into account its caps and uncertainties. Second, students have to be able to communi-
cate their thinking effectively.  
 
I have learned I lot from this project; basics about business life; communication in a multicul-
tural business environment, what are the usual ways of working in different cultures, how to 
deal with people from different cultures and about different kinds of working methods.  
 
When it comes to change communication my learning has been massive; change communica-
tion is not just basic communication because everything needs to be planned carefully, think-
ing about the effect which the communication brings.     
 
5.2.1 Stakeholder analyses phase 
I was happy with outcome of the stakeholder excel, all needed data in one document. This 
document took a lot of time but was absolutely worth it. I defined all stakeholders by groups 
as well as by name. It did help my work a lot as the project proceeded, for example at the 
time a started to send out the project’s own newsletter I had already defined for example 
service managers name by name, so just had to look the names by group who I wanted to 
send this newsletter.  
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What I would do differently in next project: I would start the analyses phase more aggressive-
ly. In the beginning I didn’t know what kind of working methods project team members had so 
it was hard to know beforehand about their way of working. Some of the project team mem-
bers said that they will do the stakeholder group definition by themselves but no action. I did 
send some reminder emails and when there was still no action I simply decided to send a 
meeting invitation. After I sent the meeting invitation they did accept it and then we did the 
defining process together. If I would have sent the meeting invitation already after the first 
reminder I would have saved some time. It was good that I noticed this in the very beginning 
of the project because next time I had same situation with same person I just automatically 
invited him / her to a meeting where we then worked on different tasks together.  
 
5.2.2  Key Messages 
Key messages defining process quite easy one because this project had a purpose we knew 
what the company wanted to achieve by this project and we also knew what it the change 
would mean in practice for IT employees.  
 
After I had made the first versions of the key messages I got a little surprised by how much 
time the last small changes took; word order and wording changes. But in this part I would 
not change the way I worked. It was good that I defined the key messages very carefully be-
cause I was able to use those messages in many communication materials I made afterwards. 
 
5.2.3 Communication Channels  
This part was maybe the most interesting part of this project; I was able to do some research 
work about the communication channels company already had in use and what was usually 
communicated through which channel. I did quite a good list of the channels: I added all the 
basic information of each channel which was important so we were then able to see what 
channels we could use and which channels didn’t give any value to the project communica-
tion.  
 
Resource mailbox was very good to have. Interactive communication is always important in 
these kinds of projects. On the other hand I sent all the project communication related 
emails from the resource mailbox; newsletter, training invitations and other information 
emails to stakeholders as well as the Document Repository update newsletter to project 
team. I got a lot of positive feedback when I started to send these Document Repository up-
date newsletters and even a few of the project team members told other project managers 
that I decided to sent that kind of newsletter within the project team and some other 
projects also started to use these kind of methods because there were so many benefits from 
that: project team members saved time because they did not need to search for each docu-
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ment, they knew what documents were updated and of course knew about all new documents 
that were available in Document Repository. 
 
Another issue I was actually quite a surprised: intranet page last changes before publishing. I 
didn’t expect that last reviews and changes would take that much time. Happily we were not 
in a hurry with that, because we started creating intranet pages already a month before the 
publishing and it got totally done few days before the publishing date. I was happy the way 
the page looked, and it included all needed information from the reader’s point of view.  
 
My overall opinion about the communication channels: I was satisfied with the decision we 
made together with the project leader on which communication project used by communicat-
ing towards stakeholders. Project’s own newsletter was a good one from my side as well as 
the newsletter about the Document Repository changes which was sent to project team. I also 
got a lot of good opinions from the project team members during the project team meetings.  
 
When it comes to communication schedule my role was to plan all needed info sessions and 
other actions but the final decision came from project leader. Maybe one more weekly info 
session would have been good for all who were interested to know about the project’s status, 
but as the whole project team already had a heavy workload we wouldn’t have had time to 
arrange those. But the project’s own newsletter did then cover that even it was not an inter-
active communication channel. If I had a strong opinion that some info session or an extra 
newsletter needed to be sent I got always permission to do that which was good even it took 
some extra time from my calendar.  
 
  
5.2.4 Communication Documents  
Creating communication kit for the project took awhile but the end result was good, I would 
have maybe added there some detailed information but there were other shows stoppers for 
that.  
 
In the beginning there were few communication presentations and documents for different 
stakeholders and use cases. As the project proceeded I also had time to make new communi-
cation documents. In the beginning I was pretty busy just to get to know and understand the 
purpose of the project, but as I got to know the project team better and started to under-
stand what the project was about I was able to make the needed communication materials. In 
the end I think we had quite good documentation for communication. I would have made a 
separate PowerPoint presentation for each stakholder group but when I now think about it 
again I don’t know how I would have had time to do about 30 different presentations. It was 
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maybe a better solution to have the one master document and then we verbally went through 
more detailed information on how the change is going to affect each stakeholder group.   
 
5.3 Own thesis evolution 
 
This project was a tough one to start with; change communication manager needs good com-
munication skills as well as knowledge about change management. This project has an effect 
on hundreds of employees within this company.  
 
The amount of knowledge I have gained during this project is much more important than a 
written report on what I have done. But as I need to evaluate my own thesis I would say that 
communication in this project worked well and employees were happy as well as project 
team members. 
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